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Overview
 Desk Monitoring

 Basic strategies and reasons

 QCI Inspections

 You can run but you can’t hide

 Annual Monitoring

 Programmatic

 Technical



Desk Monitoring



Desk Monitoring
 Entry of specifics by agencies

 Tells us a great deal about a unit, agency, or month

 Can be used to crunch numbers



Desk Monitoring
 100% of all units

 Required to pay invoices

 Anomalies are questioned, explanations provided

 Unusual situations are worked through

 Training may be identified

 Dialogue is facilitated

 Units are flagged for possible inspection

 Cost and savings are watched closely



Client

Name

John 

County

Eddy

House

Size

1716

Fuel 

Type

Prop.

Year 

Built

1968

House

Type

SB

Auditor

Brian

Insp.

Brian

SIR

1.8

Dollars

Saved

$1,158

Measure Cost Est. SIR MMBTU Pre Post Notes

Air 
Sealing

968 1000 1.1 4.1 3125 1710 1900

Replace 
Door

466 470 1.6 1.5 30x80 SC

Pipe 
Wrap

32 32 9.7 1 R3

Tank 
Insulation

86 52 6.6 2 R24

Replace 
Door

561 570 1.5 1.6 36x80
metal

Low E
Window

1996 1990 1.2 4.1 Metal 
Single

Double 
Vin

4

CO 
Alarm

57 52 H&S 1
installed



Desk Monitoring Results:



QCI Unit Inspections
 How these are selected

 Timing

 Purpose

 Method

 Knowing the file, unit, what to look for

 Remedies

 Follow up



QCI Unit Inspections-Selection
 Determined by flagged units during desk monitoring

 Housing type

 Timing and travel

 The sooner after completion the better



QCI Unit Inspections-Selection



QCI Unit Inspections-Method



QCI Unit Inspections-Method
1. File inspection, memorize scope of work (the main characters)

2. Select potential problem areas-may already be done

3. Client interview

4. Walk the outside, check for all compliance, gas testing

5. Check for workmanship and SWS compliance inside measures

6. Ask occupant about client education where applicable

7. Complete all inside diagnostic testing and compare to final

8. Check against file notes, SWS, Tech Standards, Codes

9. Give chance to fix problems if any

10. Clean up and pick up, final words



When there are problems



QCI Unit Inspections-Aftermath
 Letter to the agencies

 Follow up

 Training



Programmatic Monitoring
 Fiscal Piece

 Policies and Procedures

 Inventory

 Personnel

 External Audit

 Procurement-Overlap to technical



Technical Monitoring
 Office Interview

 Assessment monitoring

 Work in progress monitoring

 Final Inspection monitoring

 Tied to Programmatic

 Is everything congruent?

 Close out interview

 Letters to agencies



Office Interview-

All items on monitoring tool discussed

 Procedures discussed

 Energy Audit libraries last update

 Methods of SWS compliance

 How is training identified

 Safety Manuel examined

 New modifications (Confined Space, etc.)

 SDS sheets in vehicles



Assessment Monitoring
 Treated like proctoring an exam

 Client file is viewed front to back for eligibility, intake 
procedures, ranking, etc.

 Are mistakes and missed opportunities due to 
nervousness or is it a pattern?

 Client education points covered

 Scheduling efficiency-does it make sense with travel



Work in Progress-Looking for 
patterns
 By this time, I have a good idea on where to focus

 PPE, does it look natural or just because I am there

 Following scope of work-how does it flow?

 Client education

 Train me like you would someone new

 Where is the Field Guide and how are they using it-
memory, cards, book, phone

 Is the crew being efficient?
 Client communication on arrival time

 Tool lay out



Final Assessment
 Very much like proctoring a QCI

 Did they hit all the points, cover all the tests, test 
properly, address concerns

 How closely does the inspector look at the file

 Are there call backs and how is it handled

 Are mistakes just mistakes or are they patterns

 What is general feel of client

 How is the home left

 How is the file closed up



How it overlaps program 
monitoring
 Procurement procedures

 Audit Libraries

 Inventory of tools and tool condition, general care and 
calibration

 Production and scheduling



Is Everything Congruent?
 From all the information collected both physically and 

mentally, does it all line up? Does it make sense?

 Step back and take a look from a distant perspective

 Completely remove any training hats

 Connect the dots as if someone that knows nothing of 
the program

 Think of ways to make their procedures more clear and 
transparent



Exit Interview
 Organize list categorically into:

 Findings-Attached to a regulation or code

 Concerns-Methods that are not sound that can 
eventually lead to a finding (like weak internal controls)

 Comments, improvements, suggestions,

 Best Practices-Always find something to highlight



Letter to Agency
 This should reflect the exit summary

 Specific regulations and details are included

 No surprises

 Letter sent within 30 days-response required within 30 
days

 Response should include sound ways of addressing 
what is found and supporting documents if needed



The training relationship
 Always looking for opportunities to train or for 

training

 Each issue boils down to one basic question:

 Is it because of training or is it because they just did not 
want to do it right?
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Technical Monitoring – Making the Most Efficient Use of 
Time and Resources

Number of Homes Monitored

In 2016 we have a combination of QCI methods our agencies are using
Some use independent QCI’s and some use their estimators
For independent QCI’s we will do at least 5%
For agencies that use their estimators we will do at least 10%

We have eight regions and have estimated 220 completions with the grant
We always end up with more completions that estimated
We would have to monitor at least 20 homes
In reality we will do 30 – 35 homes

We also do file monitoring, administrative monitoring, and fiscal review



Preliminary Work – try to minimize time at the home and 
at the agency

Look over client information in the software – look 
for anomalies or questionable entries

Job Estimate (Work Order)

Job Cost Report

Desk Review Sheet

Other information in the database – Diagnostics, 
measures, etc.



Preliminary Work – try to minimize time at the home and 
at the agency

Job Estimate



Preliminary Work – try to minimize time at the home and 
at the agency

Job Estimate



Preliminary Work – try to minimize time at the home and 
at the agency

Job Cost Report



Preliminary Work – try to minimize time at the home and 
at the agency

Job Cost Report



Preliminary Work – try to minimize time at the home and 
at the agency

Desk Review Report



Preliminary Work – try to minimize time at the home and 
at the agency

Other information in the database

Diagnostics –

Do they pass the standards?

Were all the tests completed?

Any numbers that look out of place?

Fuel usages

Measures

Sub-contractor costs



Preliminary Work – try to minimize time at the home and 
at the agency

Google Drive
Look at Google Drive before going and match pictures to file review 
checklists and measures completed on Job Estimate and Job Cost Report



Preliminary Work – try to minimize time at the home and 
at the agency

Google Drive



Preliminary Work – try to minimize time at the home and 
at the agency

Google Drive



Preliminary Work – try to minimize time at the home and 
at the agency

Google Drive



Preliminary Work – try to minimize time at the home and 
at the agency

Google Drive



Preliminary Work – try to minimize time at the home and 
at the agency

Google Drive



Preliminary Work – try to minimize time at the home and 
at the agency

Choose files to review and homes to visit

Send list to agency to have ready

Have them contact clients and set up visits

We usually have them set up back ups in case 
someone isn’t home

Make notes on things to look at in the file review and 
at the jobsite

The object is to become as familiar as possible with 
the jobs you are going to



While at the agency -

File review

Check the files for things you found in the 
preliminary review

Make notes on anything new that you will want to 
look at when at the jobsite

Document any missing or incorrect paperwork

When doing the review, talk with people at the 
agency about any questions

You may be able to clear some things up 
before going to the jobsite



While at the agency -

File review – a good checklist is key!



While at the home -

Match work and invoices to what is observed on the home



While at the home -

Document any missed opportunities



While at the home -

Check Diagnostics



While at the home -

Is the client satisfied or are there problems?

Review Health and Safety questionnaire

Review notifications – Lead, Asbestos, Radon, etc.

Has the client seen any reduction in energy costs?

Are there any problems with the work?

Were there any problems with the crew?

Are there any questions about what was done?

Are there any questions about what was not done? 



Exit interview -

We normally meet with the Agency Director and the 
Weatherization Coordinator

In most cases we try to meet with the crews if 
time allows

We go over any findings

Talk about observations of any new methods and good 
work

Discuss any training that might be indicated



Send the written report -

Within 30 days we are required to send out the written 
report

Agency then has 30 days to respond to any findings or 
callbacks

Response must include verification of fixing any  
problems that were found

We may check again at the next monitoring if we 
have questions about the response
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Three State Comparison…

• New Mexico

• North Dakota

• Wisconsin



 

What is the same

• 100 percent QCI on DOE units

• State completes QCI on at least 5 

or 10 percent of completed units

• Administrative Review completed 

at all subgrantees



 

What is the same

• Everyone uses multiple checklists 

that look very similar

• Admin reviews, file reviews, 

procurement reviews are looking at 

the same thing

• All DOE inspections are completed 

by certified QCI



 

What is different…

• Territory size

–New Mexico – 121,412 square 

miles

–North Dakota - 70,704 square 

miles

–Wisconsin – 65,503 square miles



 

What is different…

• Number of contracts

–New Mexico – two WAP contracts

–North Dakota - seven WAP 

contracts

–Wisconsin – 22 WAP contracts



 

What is different…

• Number of contracts

–New Mexico – two WAP contracts

–North Dakota - seven WAP 

contracts

–Wisconsin – 22 WAP contracts



 

What is different…

• Annual dollars and units in WAP

– New Mexico – $1.8 million DOE 
• 200 DOE units

– North Dakota - $2.3 million DOE + 

EAP
• 220 DOE units         700-800 units

– Wisconsin – $6.5 million DOE + $12M 

LIHEAP + $36.9M Public Benefits $55.4M

• 787 DOE + EAP and PB about 5,608 units



 

What is different…

• BPI QCI certified inspectors

– New Mexico – 12

– North Dakota - 17

– Wisconsin – 68 – most work for the 

division or one of the agencies



 

What is different…

• State staff supporting WAP

– New Mexico ~2     this is a guess

• Also monitor additional programs

– North Dakota - ~2     this is a guess

• Also monitor additional programs

– Wisconsin – 9 or 10 

• Also complete 200 emergency furnace 

inspections



 

agencies



 

Wisconsin Income Verification

• All income verification is completed by 

energy assistance staff and entered 

into the Home Energy Plus online 

system for 72 counties and 7 tribes

• Wx agencies import minimal customer 

information into WisWAP



 



 



 



 





 

Monitoring Staff

Wisconsin Quality Assurance Section 

Staff includes 

• Three Administrative Review positions.

• Five On-site technical assistance and file 

review positions. All QCI

• Subcontracted state QCI inspections.

• Additional desk monitoring and support 

staff.



 

Support for agencies

• Weatherization Field 

Guide

• Weatherization 

Manual

• Help Desk; email or 

phone call

• Weatherization 

Contract Planning 

Workbook

• Technical 

Assistance

• Training



 

Trainings and Certifications 

• Effective Complaint Resolution

• Deferral of Service - New

• Developing & Implementing Effective 

Presentations (Train-the-Trainer)

• Asbestos O&M Training for DES Staff

• State Procurement Training

• Understanding Boiler Systems

• Monitoring Weatherization Assistant

• Working with the Electronic Diagnostic 

Workbook

• Wisconsin Weatherization Manual

• Multi-family Policy & Reporting 

• Deferral of Services Policies

• Team Building – Coaching & Retaining Staff

• The Manager's Dilemma: Do I Manage the Work 

or the People

• 12 Acts of Courage to Change Meetings for 

Good

• Keeping Morale High During Difficult Times

• On-the-Job Ethics (Management perspective)

• Inventory Management – State & Federal 

Requirements

• Subcontractor Management

• Procurement Success from Start to Finish

• Federal Fiscal Requirements

• OSHA Basics for Managers

• WisWAP Data Entry – New Worker

• WisWAP Data Entry – Advanced

• WisWAP Reporting for Management

• WisWAP Training – Topic TBD

• Wx Auditor/Inspector Guide Review

• Weatherization Assistant Update

• Weatherization Assistant Software Update FY16 

• Working on a Team for Auditors & Inspectors

• Quality Control Inspector Written Exam 

Preparation (QCI Candidates)

• Quality Control Inspector Written Exam 

Preparation (QCI Candidates)

• Targeted Dense-Pack and Advanced Insulation 

Techniques

• Air Sealing Through Zone Pressure Diagnostics 



 

More trainings…

• Asbestos Management Planner 

• Asbestos Inspector

• Project Timeline Management

• Planning for End State

• Component – Classroom w/Field

• Basic Energy Auditor 

• Intermediate Energy Auditor

• Final Inspector Training

• Understanding Boilers

• Forced Air Heating System Testing & Diagnosis 

(including combustion safety)

• Mobile Home Energy Auditor Training

• Component – Classroom w/Computer Lab

• Weatherization Assistant – Beginner

• Weatherization Assistant – Intermediate

• Weatherization Assistant – Multi-family

• WI Wx  Installer Field Guide Review

• Lead Renovator

• Lead to Renovator Refresher

• Asbestos O&M

• Mobile Home Weatherization

• Installing Ventilation Systems

• Spray Foam in Weatherization

• Mold Awareness

• Weatherization Boot Camp

• Infrared Scanning

• Distribution System Testing & Sealing

• Basic Diagnostics (Blower door, WCD, etc.)

• Advanced Diagnostics (ZPD)

• WCD, Water Heater Draft, Zone Pressure 

Diagnostics



 

Pre-Visit Preparation

• Review WisWAP reports

– Monthly Production versus Contract Plan

– Unit Status

– Weatherized Unit Duration Reports

– Reason Deferred

– Average Cost Per Measure

– Measure Cost Details

– 1-4 Unit Measure Frequency

– Expenditure Detail by Grantee 



 

Onsite Visit Activities

• Review agency project files

• Record review information

• Review energy audit

• Review diagnostic workbook 

• Collect wdz, diagnostic workbook, audit photos, final 

inspection photos as directed

• Determine if there are recent or planned Agency staff 

changes within their Wx program and/or Fiscal or 

Management

• Review any contractor management, quality, and/or 

production issues



 

Onsite

• Determine if there are any upcoming plans for new 

procurements. 

• Work flow – Record the current quantities of-

– applications

– audits 

– units issued for contractor/crew work 

– final inspections 

– completed units

• Compare to the Agency contracted unit goal

• Agency Administrative Review Quality Assurance 

Plan follow-up



 

Onsite technical assistance

• Field Quality Assurance Monitors are 

onsite monthly or every other month

• In the field with crews, energy auditors 

and final inspectors

• Working with agency management 

based on Quality Assurance Plan 

developed by Administrative Review 

team



 

Home Energy Plus site



 

WisWAP Selection



 

Documents



 

Forms



 

HE+ training site



 

HE+ training site



 

Reporting Tools

WisWAP

• Customer information

• Action dates  

– Application

– Energy Audit

– Final Inspection

– Invoice date

• Measure costs

• Unit counts

• Average costs

Quality Assurance 

Reporting Database

• Selection of homes to 

inspect

• Inspection results by 

measure

• Tracking of inspected 

units

• Inspector statistics

• Developed a scoring 

system







 



Agencies are required to have 

proper documentation in files 
• required photos in the file

– Appliances that may be replaced

– Doors & Windows for replacement

– Lead Safe Work 

• ensure forms are filled out accurately 

and completely.

– Blower door/combustion safety/ZPD

– Heating system checklists



Administrative 

Monitoring

Administrative Review 

Questionnaire

File Review Checklist

Procurement Review Checklist







 



 



 

PLAN GOAL

• Improve the consistency and quality of 

work in the weatherization program by 

providing technical assistance (TA) to 

weatherization agencies and 

subcontractors.



 

Strategy

• The needs of each agency will be assessed 

based on past and future Quality Assurance 

(QA) inspections and Administrative Reviews 

as well as targeted reviews of agency files 

for compliance with program standards.

• Agencies will also be invited to ask for TA for 

self-identified needs.

• QA will work with the Policy Team to improve 

measures and their descriptions.



 

measurement of success

• improved passing ratios for agencies 

on QA inspections

• improved performance on 

Administrative Reviews

• reduced help desk calls

• reduced customer complaints 



 

Wisonsin Quality Assurance

Hoyt K. O’Brien

Quality Assurance Manager
State of Wisconsin

Division of Energy, Housing 

and Community Resources

http://homeenergyplus.wi.gov/

Heat@wisconsin.gov

hoyt.obrien@wisconsin.gov

http://homeenergyplus.wi.gov/
mailto:Heat@wisconsin.gov

